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A U.S. ARMY RESERVE (USAR) NONCOMMISSIONED OFFICER (NCO) TACIT
KNOWLEDGE INVENTORY: FLEXIBLE STRUCTURE FOR SQUAD-LEVEL LEADER
SELF-DEVELOPMENT

EXECUTIVE SUMMARY

Research Requirement:

Because the development of leaders is a top priority, the Army continues to sponsor a wide-
ranging array of research into ways leaders can be most effectively developed. The Army's
leader development program is based on three 'pillars': Institutional training, operational
assignments and self-development, designed to teach commissioned and noncommissioned
active and reserve component (RC) leaders how to be, what they need to know, and how to do
what they need to do. One body of leadership research involves learning how tacit knowledge
contributes to the effectiveness of leaders. Tacit knowledge is knowledge accrued through
experience gained during operational assignments and is related to an individual's ability to
solve problems. The primary product from the seminal research was an inventory that compiled
leader tacit knowledge for active Army commissioned officers at three leader levels: Platoon,
Company and Battalion. Active Army leaders are able to more readily share tacit knowledge
through informal networks because they live and work together for extended periods of time.
Leaders within the RC are more geographically dispersed, which may affect their ability to form
mental models through shared tacit knowledge. The goal of this project is to develop a tacit
knowledge inventory composed of tacit knowledge items identified as important for the
development of Squad Level noncommissioned officers (NCO) within the USAR to facilitate
knowledge sharing, as well as provide structure for self-development.

Procedure:

The procedure in this project was based on an action research model, in which ARI partnered
with the USAR and collaborated to develop a product for use by the USAR. Interviews were
conducted with Squad Level NCOs to gather raw material which was then organized into 106
tacit knowledge items in the form of 'If-Then-Because' statements. A subject matter expert
(SME) panel consisting of 6 senior (E9) USAR NCOs evaluated the tacit knowledge items to
determine which items were most important for the development of Squad Level NCOs.
Analysis of their evaluation narrowed the number to 20 tacit knowledge items, from which
problem-scenario vignettes and better/worse response options were developed. These 20
vignettes were submitted to another panel of SMEs consisting of 29 senior (E8) USAR NCOs,
who evaluated the response options. Upon completion of this evaluation, means and standard
deviations for each response option were calculated, which identified the better response options
from the worse (means) as well as the degree of agreement amongst the SMEs (standard
deviations). The USAR NCO Tacit Knowledge Inventory for Squad Level Leaders was then
formatted into a self-assessment inventory and delivered to the USAR for use.
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Utilization and Dissemination of Findings:

The products developed in this project (which consist of the USAR NCO Tacit Knowledge
Inventory as well as the summary of means and standard deviations for each response options)
have been delivered to the USAR. The Directorate responsible for overseeing leader
development within the 8 4 th Training Command is exploring ways to incorporate the inventory
into NCO Academy curriculum, as well as publishing it on the Battle Command Knowledge
System.
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A U.S. ARMY RESERVE (USAR) NONCOMMISSIONED OFFICER (NCO) TACIT
KNOWLEDGE INVENTORY: FLEXIBLE STRUCTURE FOR SQUAD-LEVEL LEADER
SELF-DEVELOPMENT

Overview

Because the development of adaptive leaders is a top priority for the U.S. Army, the Army
continuously seeks ways to improve its leader development programs. One way is by sponsoring
research programs aimed at finding strategies to enhance leader competencies by examining the
degree to which knowledge, particularly tacit knowledge (TK), contributes to a leader's
effectiveness. TK is informal knowledge (not taught in institutions), accrued during the
experience of operational assignments, and contributes to an individual's ability to problem-
solve (e.g., how a leader establishes credibility upon assignment as a new leader). Improved
problem-solving directly supports the Army's goal of growing adaptive leaders. Research
suggests that TK levels reflect the culture of an organization through a shared mental model of
how leader problems are solved. Thus far, the focus of TK research has been on identifying and
mapping it among active Army officers at three leader levels, as well as measuring its relation to
other leader competencies. The goal of this project is to identify and map TK among USAR
Squad Level NCOs, and develop an inventory of this knowledge for use as a leader self-
development tool. This research report summarizes the process by which the USAR NCO TK
Inventory was developed.

Background

The Tacit Knowledge for Military Leaders (TKML) project was initiated in the early 1990s
and sought to articulate the informal knowledge leaders accrue through the experiences they
have during operational assignments (Horvath et al., 1994). Ultimately TK for leaders at three
levels (Platoon, Company and Battalion) was identified and organized into inventories (Hedlund
et al., 1999a,b,c). Since the development of the inventories, TK research has focused on its
nature and acquisition (Antonakis, Hedlund, Pretz and Sternberg, 2002; Matthew, Cianciolo and
Sternberg, 2005); its relation to learning (Zbylut et al., 2007); its relation to self-knowledge
(Psotka, Legree and Gray, 2007); and the role that the organizational culture of the reserve
component plays in its acquisition (Taylor, 2007).

The Army's leader development program (for commissioned and noncommissioned officers)
is based on three 'pillars': institutional training, operational assignments, and self-development
(HQDA, 1994; HQDA, October 2002, p. 1), and teaches officers and NCOs the knowledge,
skills, and abilities necessary to be leaders. The process of leader development in the Army
involves learning how to 'Be' (development of an identity), learning what to 'Know' (accruing
knowledge), and learning what to 'Do' (gaining skills) (HQDA, 1999). Formal training takes
place during professional military education provided at institutions. Informal learning, where
leaders can practically apply institutional training occurs during operational assignments.
Throughout their career, leaders are expected to engage in a continuous, career-long process of
self-development, which is less structured. Thus, the Army's program is part content and part
process. In other words, a leader's development takes place through learning, which is the



combined result of the experiences and knowledge made available to the individual, as well as
the process by which a leader becomes aware of that knowledge and how to make meaning of
those experiences.

While the learning process is unique to each individual, it doesn't happen in a vacuum. A
leader's effectiveness and professional identity is assessed not only on his or her technical
proficiency, but also on the individual's ability to interact successfully with others and adapt to
new situations (Gherardi et al., 1998, as cited in Elkjaer, 2003, p. 43). Thus, the complexity of
the learning process aligns with the complex nature of a leader's job. In fact, the definition of
learning is multifaceted, simultaneously termed: "(1) the acquisition and mastery of what is
already known about something; as well as (2) the extension and clarification of meanings of
one's experience" (Smith, 1982, p. 34). From this perspective, the learning process may be
viewed not just as 'informative', but more appropriately as 'transformative' (Kegan, 2000, p.
50).

A transformative program changes participants, not only through the introduction of new
knowledge but also through the need to modify and enlarge perceptions, beliefs, insight and
create shared mental models resulting from constructive discourse with team members (Mezirow
& Assoc., 2000, pp. 7-8; Plaskoff, 2003, p. 164). The nature of leadership is such that it requires
a wide-ranging individual set of skills and abilities as well as the capacity to structure interaction
with others based on the situation at the time. Thus an effective leader development program
simultaneously prepares one for each career stage while transforming that leader into who he or
she needs to be for the next stage, concurrently developing or enhancing the individual's
capacity to adapt.

Within institutional training, the transformative learning process is structured, with leaders
working through a prescribed curriculum of individual and group activities, and progress
measured through end-of-course examinations. During operational assignments, leaders apply
institutional training in the course of daily operations which involve interaction with superiors,
subordinates and peers. Leaders receive feedback throughout their assignments, and also
through a formal, periodic performance evaluation by their supervisors. The self-development
process is less structured for both officers and NCOs; however, there are published guidelines
that describe it (HQDA, 1991). For NCOs, the self-development 'pillar' is intended to be a
"planned, progressive and sequential program," (HQDA, October 2002, p. 3), that combines
structured and non-structured elements conducted in a variety of environments, using
"traditional, technology-enhanced and self-directed methods" (HQDA, December 2002, p. 1-29).

Despite the professional expectation that one engage in continuous self-development, the
capability to successfully do that is not automatic. An NCO must have the ability to self-
diagnose knowledge strengths and weaknesses, and select an appropriate remedial course of
action. In short, it requires a variety of higher order self-management skills, which include:
information retrieval, time management, goal setting, problem solving, and even critical thinking
(Wang, 1983, as cited in Candy, 1991, p. 319). In addition to self-management skills, NCOs
should have a sense of autonomy, (e.g., the freedom to choose to spend time on the necessary
skills), and structure the self-development learning goals as he or she sees fit (Candy, 1991, p.
413).
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While the motivation for an NCO to engage in a continuous self-development program is
regulatorily prescribed, whether an individual has all the requisite skills to successfully craft and
implement an effective self-development program is another story. USAR NCOs attend the
same institutional training as their active Army peers, and they gain important developmental
skills during operational assignments. However, when it comes to self-development, USAR
NCOs may be at a disadvantage. Active Army NCOs, because they live within an Army
community, have an opportunity to network with peers more readily. The Reserve Component
(RC) NCO is geographically dispersed and members live within civilian communities,
commuting sometimes long distances to attend military training. Because of this, the
opportunity to network and build shared mental models of leadership and problem-solving
strategies may be less available. A TK inventory that packages information deemed important
by the NCO corps could provide a flexible structure to guide an NCO towards achieving
professional goals. It could combine elements of important intrapersonal, interpersonal, and
organizational knowledge in such a way that an individual NCO could challenge his or her own
assumptions and knowledge, or in a facilitated group discussion setting.

In sum, to adequately structure a productive self-development program, NCOs need self-
assessment skills, time management, goal setting, access to the right materials, and a
professionally supportive environment (Candy, 1991, pp. 419-420). Research has established
that TK is related to leader effectiveness (Hedlund et al., 1999a,b,c). Findings in research
conducted by Taylor (2007) suggest that an individual's metacognitive capacity to know one's
own knowledge strengths and weaknesses is related to one's level of TK, and that the Army
component to which one belongs (active, USAR, Army National Guard (ARNG)) influences
one's ability to build TK. A TK inventory composed of items selected as critical to the
development of junior NCOs can serve as a structured guide around which to organize a self-
development program. The process by which the USAR NCO TK Inventory was created is
explained below.

Procedure

Method

The conceptual framework used in this project was based upon action research (Whyte,
1991) and involved a collaborative partnership between the U.S. Army Research Institute for the
Behavioral Sciences (ARI) and the USAR. Action research combines input from both
stakeholder and researcher to create a tool through which change can be assessed. Development
of the USAR NCO TK Inventory was modeled upon the process used in the TKML Project
(Hedlund et al., 1999a,b,c). After a letter of introduction to the 84 t Training Command (Leader
Readiness), USAR, an initial coordinating meeting was conducted with senior leaders at Fort
McCoy, WI. During this meeting, attendees were provided information about the role TK plays
in the development of effective leaders, as well as shown a copy of the TKML. A point of
contact within the NCO Academy was identified and a collaborative relationship was established
with senior NCOs within the organization.
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Data Collection

Initial data collection was scheduled to be conducted during a Basic NCO Course (BNCOC)
at Fort McCoy. Using an interview protocol (Appendix A), a team of three researchers
interviewed 41 NCOs attending the BNCOC in a seven day time period. Interviews (which took
approximately one hour) were open-ended and asked the NCOs to tell a story about something
they learned early in their career that was significant to their development as an NCO or as a
leader, that they did not learn in an institutional setting, but rather 'on-the-job.'

Data Analysis and Evaluation

Each interview was transcribed and then read by each interviewer. All stories shared by each
interviewee that recounted an experience important to the individual's development as a leader
were structured into 'If-Then-Because' statements to more readily identify the components of the
item (Hedlund et al., 1999a,b,c). Stories that were incomplete or not related to leader
development were not included in this process. Table 1 shows an example of an interview story,
reorganized into an If-Then statement:

Table 1. Sample Leadership Story and Summarized TK Item

Leadership story: Taking Charge

You were recently promoted to SSG, and you were assigned to a Squad/Section leader
position. Your PSG has assigned all the Squads/Sections a lot of tasks to complete in
preparation for an upcoming major field training exercise. Time is short and tensions
are high. Your Squad/Section members are not as focused as you would like. You've
seen other leaders 'crack the whip', intimidating their Soldiers to perform better, and it
seems to get results. However, you've also noticed that the Soldiers in those units are
not very committed to their organization. You've also observed other leaders who
provide very little leadership or information, and the Soldiers in those units are always
continuing to try to find out what direction they should be going. How should you
motivate the members of your Squad/Section?

Coded TK item: Intrapersonal knowledge on leader style

IF you are a newly assigned leader, and
IF you are preparing for an important mission, and
IF time is short
THEN fully explain the upcoming mission, giving your squad the 'big picture', and
don't yell and scream,
BECAUSE Soldiers will work better together and harder when they know why they are
accomplishing the tasks for the mission and they are doing things that will make them
better as a team and will contribute to the success of the squad.
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A total of 106 'If-Then-Because' statements were compiled representing TK items. These
items fell into three major categories, each with sub-categories: a) Intrapersonal (Knowledge of
Self and Problem-Solving Abilities); b) Interpersonal (Knowledge of Professional Interpersonal
Skills, Knowledge of How to Build a Team, Knowledge of Soldier Development and
Mentoring); and, c) Organizational (Knowledge of Professional Ethics and Values, Knowledge
of Leader Attitudes and Behaviors, and Knowledge of Training and Unit Systems).

These 106 items were then submitted to a subject matter expert (SME) panel composed of six
Command Sergeants Major and Sergeants Major who held senior leadership positions within the
USAR. These senior NCO SMEs were chosen because during their career they were Squad
Leaders, and as they were promoted, supervised Squad Leaders. Additionally, as senior NCO's
they were responsible for the recommendation and/or implementation of topics to be included in
leader development programs for NCOs. Thus the SME's had served at the operational, tactical
and strategic levels of leadership, and were considered qualified to evaluate tacit knowledge
items. These NCOs were asked to rate how important (on a 7-point Likert scale) each item was
to the development of expert Squad Leaders (7:Critically Important; 6:Very Important;
5:Moderately Important; 4:Important; 3:Moderately Unimportant; 2:Very Unimportant; 1 :Totally
Irrelevant). In addition, respondents were asked to evaluate the TK items listed in each section
and select a specific number (out of the total) they would recommend be included in a Squad
Leader Development Program (LDP). The evaluation instrument is at Appendix B.

Items that received the highest rating score (6 or above) in each sub-categorywere cross-
indexed with the items (receiving at least 4 votes) that were recommended for inclusion in an
LDP by the SME Evaluators. This analysis resulted in 20 items. The composition of the 20
items represented all the categories listed above and are summarized in Table 2:

Table 2. Breakout of Categories and Sub-Categories of 20-Item TK Inventory

Category Number of Items

Intrapersonal (Self and Problem-Solving Abilities) 2
Interpersonal (Professional Interpersonal Skills) 2
Interpersonal (How to Build a Team) 4
Interpersonal (Soldier Development and Mentoring) 2
Organizational (Professional Ethics and Values) 3
Organizational (Leader Attitudes and Behaviors) 3
Organizational (Training and Unit Systems) 4

20

5



Development of USAR NCO TK Inventory

Vignettes describing a scenario of a problem a Squad Leader might encounter were
composed from each of the 20 TK items. Response options were also developed that presented
different ways (some better, some worse) that one might solve the problem. Both the vignettes
and response options were developed using the raw material from the interview transcripts. This
20-item TK inventory was then sent to another Senior NCO Expert Panel composed of USAR
NCOs who were attending a First Sergeant's Course. A total of 29 Master and First Sergeants
were administered the inventory and asked to evaluate to what degree they agreed with each
response option using a 6-point Likert scale (6:Agree Strongly; 5:Agree Moderately; 4:Agree
Slightly; 3:Disagree Slightly; 2:Disagree Moderately; 1: Disagree Strongly). Means and
standard deviations were calculated for each response item. Results from this rating process
comprise the expert means against which Squad Leaders who take the inventory can compare
their responses.

Conclusion

Utili2ation of Product

Upon finalization of the inventory, the package, which included the inventory and the expert
response means and standard deviations (Appendix C), was sent to the 84th Training Command.
The Directorate is responsible for developing strategies designed to enhance USAR leader
effectiveness and is exploring ways to incorporate the inventory into the curriculum at the NCO
Academy. Uploading it onto the NCO Website associated with the Battle Command Knowledge
System (BCKS) so that it is available to NCOs who use the knowledge-sharing site is also being
considered.

6



References

Antonakis, J., Hedlund, J., Pretz, J. & Sternberg, R. (2002). Exploring the nature and
acquisition of tacit knowledge for military leadership (Research Note 2002-04).
Alexandria, VA: U.S. Army Research Institute for the Behavioral and Social
Sciences.

Candy, P. (1991). Self-direction.for lifelong learning: A comprehensive guide to theory
andpractice. San Francisco, CA: Jossey-Bass Publishers.

Elkjaer, B. (2003). Social learning theory: Learning as participation in social processes.
In M. Easterby-Smith & M. Lyles (Eds.), Handbook of organizational learning and
knowledge management (pp. 38-53). Oxford, UK: Blackwell Publishing, Ltd.

Hedlund, J., Williams, W.M., Horvath, J.A., Forsythe, G.B., Snook, S., Wattendorf, J.,
McNally, J.A., Sweeney, P.J., Bullis, R.C., Dennis, M. & Sternberg, R.J. (1999a).
Tacit knowledge for military leaders: Company commander questionnaire (Research
Product 99-08). Alexandria, VA: U.S. Army Research Institute for the Behavioral
and Social Sciences.

Hedlund, J., Williams, W.M., Horvath, J.A., Forsythe, G.B., Snook, S., Wattendorf, J.,
McNally, J.A., Sweeney, P.J., Bullis, R.C., Dennis, M. & Sternberg, R.J. (1 999b).
Tacit knowledge for military leaders: Platoon leader questionnaire (Research
Product 99-07). Alexandria, VA: U.S. Army Research Institute for the Behavioral
and Social Sciences.

Hedlund, J., Williams, W.M., Horvath, J.A., Forsythe, G.B., Snook, S., Wattendorf, J.,
McNally, J.A., Sweeney, P.J., Bullis, R.C., Dennis, M. & Steinberg, R.J. (1999c).
Tacit knowledge for military leaders: Battalion commander questionnaire (Research
Product 99-09). Alexandria, VA: U.S. Army Research Institute for the Behavioral
and Social Sciences.

Horvath, J., Williams, W., Forsythe, G., Sweeney, P., Sternberg, R., McNally, J., &
Wattendorf, J. (October 1994). Tacit knowledge in military leadership: A review
of the literature (Technical Report 1017). Alexandria, VA: U.S. Army Research
Institute for the Behavioral and Social Sciences.

HQDA. (May 1991). Army regulation 350-17, Noncommissioned officer development
program. Washington, DC: Headquarters, Department of the Army.

HQDA. (October 1994). Department of the Army pamphlet 350-58, Leader development for
America's Army. Washington, DC: Headquarters, Department of the Army.

HQDA. (August 1999). Field manual 22-100, Army leadership. Washington, DC:
Headquarters, Department of the Army.

7



HQDA (October 2002). Department of the army pamphlet 600-25. US. Army noncommissioned
officer professional development guide. Washington, DC: Headquarters, Department
of the Army

HQDA (December 2002). Field manual 7-22.7, the Army noncommissioned officer guide.
Washington, DC: Headquarters, Department of the Army.

HQDA. (2007). Army posture statement. Washington, DC: Headquarters, Department
of the Army.

Kegan, R. (2000). What "form" transforms? A constructive-developmental approach
To transformative learning. In J. Mezirow & Assoc. (Eds.), Learning as transformation
(pp. 35-70). San Francisco, CA: Jossey-Bass, Inc.

Matthew, C., Cianciolo, A., & Steinberg, R. (2005). Developing effective military leaders:
Facilitating the acquisition of experience-based tacit knowledge (Technical Report
1161). Alexandria, VA: U.S. Army Research Institute for the Behavioral and
Social Sciences.

Mezirow & Associates. (2000). Learning as transformation: Critical perspectives on
a theory in progress. San Francisco, CA: Jossey-Bass.

Plaskoff, J. (2003). Intersubjectivity and community building: Learning to learn
organizationally. In M. Easterby-Smith & M. Lyles (Eds.), Handbook of organizational
learning and knowledge management (pp. 161-184). Oxford, UK: Blackwell Publishing Ltd.

Psotka, J., Legree, P., & Gray, D. (2007). Collaboration and self-assessment: How to combine
360 assessments to increase self-understanding (Research Note 2007-03). Alexandria,
VA: U.S. Army Research Institute for the Behavioral and Social Sciences

Smith, R. (1982). Learning how to learn: Applied theory for adults. Chicago, IL:
Follett Publishing.

Taylor, T. (2007). Developing Army leaders across components: Assessing knowledge
similarities and differences (Research Report 1871). Alexandria, VA: U.S. Army
Research Institute for the Behavioral and Social Sciences.

Whyte, W. (Ed.). (1991). Participatory action research. Newbury Park, CA: Sage
Publications, Inc.

Zbylut, M., Metcalf, K., Kim, J., Hill, Jr., R., Rocher, S., & Vowels, C. (2007). Army
excellence in leadership (AXL): A multimedia approach to building tacit knowledge
and cultural reasoning (Technical Report 1194). Alexandria, VA: U.S. Army
Research Institute for the Behavioral and Social Sciences.

8



Appendix A

Interview Protocol

INDIVIDUAL INTERVIEW QUESTIONS AND PROBES

lInvolve the interviewee as a partner in the tacit knowledge (TK) acquisition. Stay with the
story line and the affect. Try to get the TK in their own words. Interviewers work together
with interviewee to develop as clear a description of the TK as is possible. Once a story has
been mined, if time permits, ask the interviewee to tell another story. Follow same line of
conversation until time is up or interviewee is ready to stop.]

As we begin, let us make sure that you understand what we're looking for. We want to hear
about lessons you learned that you later realized were important in your development as a leader.
We want to hear about how you solved problems. We want to hear about experiences you had
where you learned about successful ways to accomplish things, and about what ways were not
successful. We want to hear about examples of things about leadership that aren't written in
books or taught in classes. These lessons learned and experiences are more about the process
involved in accomplishing something. This knowledge may have been learned because of some
challenge or problem you faced. It may have been acquired by watching someone else's
successes or failures.

We would like to focus about lessons learned and experiences at the Squad Leader level. We
would like to start out by asking you to tell us a story focused in a certain area, about: [Drill
weekends; annual training; pre-mobilization or deployment preparation; deployment;
post-deployment; JRTC or NTC; FTXs; part-timer versus full-timer relationships;
leadership; maintenance; personnel; training; professional relationships]. The lessons you
have learned in these areas could be about yourself, your team members, or your unit.

Sample Probes:
" Could you give us an example of someone who did not do the right thing, and what the

consequences were?
" How do you put that into action? What do you do?
• Why did you do that? What were some of your other options?
" What happened? Or.. .How might it have worked out?
" What would be examples of expert ways to solve the problem?
" What would be examples of totally wrong ways to solve the problem?
• Have you had a similar experience (challenge or problem) before? If so, tell us about

that.
* Have you had a similar experience since this one? If so, please tell us about it.
0 How will you handle a similar experience if it happens in the future?
• What were the lessons learned from this experience?
" What is important about this experience that makes it important enough to share?
" If this story is about a problem you had to solve, please tell us about 'good' solutions to

the problem as well as 'bad' solutions to the problem.
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[Categories from which to gather stories:
* Actions that distinguish experts from novices
" Pre-mobilization experiences
" Mobilization experiences
" Post-mobilization experiences
" IDT experiences
" AT experiences
" Garrison experiences
* Part-timer versus full-timer experiences
• FTX experiences
* CTC experiences
" Intrapersonal; interpersonal; organizational experiences]
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Appendix B

Senior NCO SME Evaluation

U.S. ARMY RESEARCH INSTITUTE (ARI)
AND

U.S. ARMY RESERVE (USAR)
NONCOMMISSIONED OFFICER (NCO)
TACIT KNOWLEDGE (TK) PROJECT

Overview

The following pages contain tacit knowledge items that were obtained through interviews of
USAR NCOs attending the Basic NCO Course (BNCOC) and 1 SG Course at Fort McCoy. Tacit
knowledge is knowledge gained through the experience of operational assignments, and is not
generally taught during formal professional military education. Each tacit knowledge item on
this list represents knowledge that is potentially useful to the development of expert Squad
Leaders. The items are organized into groupings which represent categories of intrapersonal
(knowledge about oneself), interpersonal (knowledge about one's team) and organizational
(knowledge about one's unit or the larger Army organization) tacit knowledge.

In each Section, you are asked to first, evaluate the importance of each item to the
development of expertise in Squad Leaders, and second, select the one's you think would be
most important to include in a Squad Leader Development Program. Please complete this
instrument, following the instructions in each Section.
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TACIT KNOWLEDGE ITEMS FOR SQUAD LEADERS

Instructions: The following 11 items represent intrapersonal tacit knowledge,
which is knowledge about oneself. Please rate, using the scale below, how
important each tacit knowledge item is to the development of expert Squad
Leaders:

Intrapersonal - Knowledge of Self and Problem-Solving Abilities

1. IF you are a Squad Leader AND you want 7 Critically Important
to honor the NCO creed, "No one is more 6 Very Important
professional than I AND you want to model
that creed THEN you develop a self-awareness 5 Moderately Important
of your leadership style and its effect on your 4 Important
Soldiers BECAUSE your Squad watches 3 Moderately Unimportant
everything you do and say and both your
professional and unprofessional behaviors will 2 Very Unimportant
impact them. 1 Totally Irrelevant

2. IF you are a Squad Leader AND you have 7 Critically Important
been recently promoted to the position AND 6 Very Important
you are a high energy, excitable individual
AND you want to provide stable, consistent 5 Moderately Important
leadership for your Squad THEN you must 4 Important
learn to rein in your emotions BECAUSE it is 3 Moderately Unimportant
critical that leaders serve as an anchor for
Soldiers during periods of extreme stress. 2 Very Unimportant

I- Totally Irrelevant

3. IF you are a Squad Leader AND you are 7 Critically Important
new AND you want to establish credibility 6 Very Important
with your PSG THEN you work hard to
present a professional image, maintain your 5 Moderately Important
technical and tactical skills, always be on time 4 Important
AND you volunteer for missions BECAUSE 3 Moderately Unimportant
that will demonstrate your dependability,
trustworthiness and professionalism to the 2 Very Unimportant
PSG. 1 Totally Irrelevant
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Intrapersonal - Knowledge of Self and Problem-Solving Abilities (continued)

4. IF you are a Squad Leader AND you want 7 Critically Important
to be an effective leader THEN you should 6 Very Important
develop an understanding of different
leadership styles as well as how and when to 5 Moderately Important
employ them BECAUSE this will allow you to 4 Important
effectively lead your Squad under all 3 Moderately Unimportant
conditions.

2 Very Unimportant

I Totally Irrelevant

5. IF you are a Squad Leader AND you are on 7 Critically Important
a deployment in a combat theatre AND your 6 Very Important
mission requires that you perform your tasks
in a dangerous environment THEN you must 5 Moderately Important
take steps to maintain emotional consistency 4 Important
BECAUSE if you 'blow up' over everything, 3 Moderately Unimportant
the performance of your Squad will be
degraded BECAUSE they will be focused on 2 Very Unimportant
tiptoeing around you, rather than performing 1 Totally Irrelevant
their mission.

6. IF you are a Squad Leader AND you want 7 Critically Important
to model positive leadership qualities for your 6 Very Important
Soldiers AND you have more responsibilities
than you have time for THEN you must be Moderately Important
prepared to spend some of your own time 4 Important
checking on your Soldiers and preparing 3 Moderately Unimportant
training BECAUSE that is what is required in
order to be a good leader. 2 Very Unimportant

I Totally Irrelevant

7. IF you are a Squad Leader AND you are 7 Critically Important
given the opportunity remove Soldiers in your 6 Very Important
Squad, and replace them prior to a deployment
THEN you must follow a procedure to select 5 Moderately Important
and train your team BECAUSE if you 4 Important
indiscriminately remove Soldiers from your 3 Moderately Unimportant
Squad AND you don't make an attempt to
train them THEN you might find yourself in a 2 Very Unimportant
position where you don't have enough trained I Totally Irrelevant
Soldiers to perform your mission.
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Intrapersonal - Knowledge of Self and Problem-Solving Abilities (continued)

8. IF you are a Squad Leader AND you have a 7 Critically Important
problem between the Soldiers in your Squad 6 Very Important
THEN you must listen to both sides of the
problem BECAUSE it is important to hear 5 Moderately Important
both sides to be able to understand the nature 4 Important
of the problem AND formulate a fair and Moderately Unimportant
appropriate solution.

2 Very Unimportant

I Totally Irrelevant

9. IF you are a Squad Leader AND you have 7 Critically Important
critical information to communicate to the 6 Very Important
members of your Squad AND you want to
make sure the Squad receives all the 5 Moderately Important
information THEN you should form your 4 Important
Squad AND deliver the message to the group 3 Moderately Unimportant
BECAUSE this eliminates any filters blocking 3U
the message AND allows the Squad to ask 2 Very Unimportant
questions to clear up misconceptions or clarify I Totally Irrelevant
a point.

10. IF you are a Squad Leader AND your 7 Critically Important
Soldiers have been working excessively long 6 Very Important
hours AND you see that they are beginning to
make mistakes, they are getting sloppy in 5 Moderately Important
following procedures and are performing their 4 Important
duties incorrectly because of fatigue AND you 3 Moderately Unimportant
are concerned that fatigue-related errors could
lead to accidents and problems THEN you 2 Very Unimportant
work with your chain of command to rotate I__ Totally Irrelevant
them temporarily to other duties BECAUSE
this will give them an opportunity to have a
break which will refresh them and will make
them more effective.
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Intrapersonal - Knowledge of Self and Problem-Solving Abilities (continued)

11. IF you are a Squad Leader AND your 7 Critically Important
Squad needs a piece of equipment as soon as 6 Very Important
possible AND you know that the requisition
must go through both the supply and 5 Moderately Important
maintenance channels THEN you contact both 4 Important
the supply and maintenance offices and ask for 3 Moderately Unimportant
guidance to complete the paperwork correctly
AND you walk the paperwork through all the 2 Very Unimportant
approving office BECAUSE you can get your 1 Totally Irrelevant
equipment faster than if you sent the
paperwork through normal channels.

Please review the 11 Intrapersonal Tacit Knowledge Items in the preceding
section one more time. If you had to recommend only 5 (out of the 1 ) items
for inclusion in a Squad Leader Development Program, which would those
be? Record the numbers of those 5 items below.

1.

2.

3.

4.

5.
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Instructions: The following 9 items represent interpersonal tacit knowledge,
about professional interpersonal skills. Please rate, using the scale below, how
important each tacit knowledge item is to the development of expert Squad
Leaders:

Interpersonal - Knowledge of Professional Interpersonal Skills

1. IF you work for a Commander, who is 7 Critically Important
inexperienced and difficult to work for AND 6 Very Important
you have to plan for a complicated operation
AND, the Commander likes to figure things 5 Moderately Important
out, individually THEN you find ways to 4 Important
assist the Commander in planning, organizing 3 Moderately Unimportant
and individual problem-solving BECAUSE
reading and adapting to superior's needs is as 2 Very Unimportant
important as being able to read and adapt to I Totally Irrelevant
subordinate needs.

2. IF you are a Squad Leader AND you are on 7 Critically Important
a deployment AND you notice that one of 6 Very Important
your Soldiers spends a great deal of time alone
AND is ignored by the other Soldiers THEN 5 Moderately Important
you make a point of talking with the Soldier 4 Important
and finding out if he is OK BECAUSE that is 3 Moderately Unimportant
one of the danger signals of suicide.

2 Very Unimportant

I Totally Irrelevant

3. IF you are a Squad Leader AND you 7 Critically Important
recently returned from a deployment AND 6 Very Important
you notice that one of your Soldiers is
behaving differently than she has previously 5 Very Important
THEN you should speak with that Soldier to 4 Important
evaluate her need for counseling support 3 Moderately Unimportant
BECAUSE PTSD can be difficult to spot and
Soldiers may be embarrassed to ask for help. 2 Very Unimportant

I Totally Irrelevant
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Interpersonal - Knowledge of Professional Interpersonal Skills (continued)

4. IF you are a Squad Leader AND you want 7 Critically Important
to put stress on your Squad to develop them 6 Very Important
AND you know that each of your Squad
members handle stress differently THEN you 5 Moderately Important
read each person's behavior to determine how 4 Important
close they are to the breaking point 3 Moderately Unimportant
BECAUSE you don't want to push them over
the top. 2 Very Unimportant

1 Totally Irrelevant

5. IF you are a Squad Leader AND you want 7 Critically Important
to be an effective leader THEN you take the 6 Very Important
time to know all the Squad members AND
you record information about each Soldier in a 5 Moderately Important
leader book BECAUSE this will assist you in 4 Important
learning who the Soldiers are as people and Moderately Unimportant
will facilitate building a rapport with them.

2 Very Unimportant

I Totally Irrelevant

6. IF you are a Squad Leader AND you want 7 Critically Important
to be an effective leader AND the Team 6 Very Important
Leaders bring you 'bad news' about mistakes
Soldiers have made THEN you never berate 5 Moderately Important
and belittle them BECAUSE if you do, you 4 Important
are telling them that they don't matter and 3 Moderately Unimportant
their opinions don't matter AND your
subordinates will stop giving you suggestions 2 Very Unimportant
because they know you won't listen to them I Totally Irrelevant
anyway.

7. IF you are a Squad Leader AND you have 7 Critically Important
a Soldier who is experiencing a lot of personal 6 Very Important
problems AND you want to support the
Soldier THEN you work with the Soldier to 5 Moderately Important
allow him or her to take care of the personal 4 Important
problems AND you let the Soldier know that 3 Moderately Unimportant
he or she is important to the mission
BECAUSE if the Soldier feels like you are 2 Very Unimportant
supportive, the individual will return and be 1 Totally Irrelevant
ready to serve when the personal problem is
resolved.
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Interpersonal - Knowledge of Professional Interpersonal Skills (continued)

8. IF you are a Squad Leader AND you know 7 Critically Important
that you have biases about people or racism 6 Very Important
THEN you will quickly learn to change your
mind or hide your true feelings AND you will 5 Moderately Important
learn you can work with people, even if you 4 Important
don't like them BECAUSE the Army does not
expect you to like everyone but the Army does M
expect you to be respectful of others and work 2 Very Unimportant
together to accomplish the mission. 1 Totally Irrelevant

9. IF you are a Squad Leader AND your style 7 Critically Important
of leadership is to yell and criticize your 6 Very Important
Soldiers BUT you are only interested in short-
term results THEN you will create a 60% 5 Moderately Important
Soldier who will only do the minimum to get 4 Important
the job done BUT will have no loyalty to you 3 Moderately Unimportant
or the organization AND you won't build an
effective working relationship or inspire them 2 Very Unimportant
to become a Soldier that is ready for I Totally Irrelevant
promotion BECAUSE for long term
commitment you must use positive
developmental motivation to inspire Soldiers.

Please review the 9 Interpersonal Tacit Knowledge Items in the preceding
section one more time. If you had to recommend only 5 (out of the 9) items
for inclusion in a Squad Leader Development Program, which would those
be? Record the numbers of those 5 items below.

1.

2.

3.

4.

5.
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Instructions: The following 21 items represent interpersonal tacit knowledge,
about how to build a team. Please rate, using the scale below, how important
each tacit knowledge item is to the development of expert Squad Leaders:

Interpersonal - Knowledge of How to Build a Team

1. IF you are a Squad Leader AND you have 7 Critically Important
a mixture of dependable and undependable 6 Very Important
Soldiers in your Squad AND you have
missions to accomplish that you want to Moderately Important
ensure are completed AND you have a 4 Important
tendency to always give the high priority 3 Moderately Unimportant
missions to the dependable Soldiers THEN
you must work out a system where the 2 Very Unimportant
undependable Soldiers get tasked equally 1 Totally Irrelevant
AND Soldiers pull together to get the job done
BECAUSE if you don't you will bum out the
dependable Soldiers.

2. IF you are a Squad Leader AND you have 7 Critically Important
been activated AND you have new Soldiers 6 Very Important
who are cross-leveled into your Squad AND
you want to form a strong cohesive team Moderately Important
THEN you must take the time to get to know 4 Important
your Soldiers lifestyles and backgrounds 3 Moderately Unimportant
BECAUSE if you have this knowledge about
them you will understand how to motivate and 2 Very Unimportant
develop them. 1 Totally Irrelevant

3. IF you are a Squad Leader AND you want 7 Critically Important
you want to build a cohesive, effective team 6 Very Important
THEN you need to get to know the Soldier's Very Important
strengths and weakness as well as the best 5 Moderately Important
way to motivate them SO you find out which 4 Important
Soldiers need more positive encouragement 3 Moderately Unimportant
AND which Soldiers need more mentoring to
build their confidence AND which Soldiers 2 Very Unimportant
need less supervision THEN you adjust your 1 Totally Irrelevant
leadership style to fit each Soldier BECAUSE
when you take the time to know each
Soldier's strengths and weakness you can
better lead and build a better team.
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Interpersonal - Knowledge of How to Build a Team (continued)

4. IF you are a Squad Leaders AND you have 7 Critically Important
Soldiers in your Squad who are of a different 6 Very Important
race, religion, gender or culture AND you
want to build an effective team THEN you Moderately Important
must educate yourself AND your Soldiers on 4 Important
cultural, racial, religious, or gender-related
differences in the Soldiers which may impact Moderately Unimportant

how teambuilding should be conducted 2 Very Unimportant
BECAUSE it is critical that you develop a 1 Totally Irrelevant
competent and cohesive team.

5. IF you are a Squad Leader AND you must 7 Critically Important
counsel a Soldier THEN you sit down with 6 Very Important
them in a private area AND you discuss
problems and provide feedback with the 5 Moderately Important
Soldier in a calm and dignified manner AND 4 Important
you hold them fully accountable for their
behavior AND you don't yell, verbally abuse,
or publicly humiliate the Soldier BECAUSE 2 Very Unimportant
to do so would cause the Soldier to mistrust I Totally Irrelevant
you and withdraw from the unit.

6. IF you are a Squad Leader AND you see 7 Critically Important
one of your Team Leaders chewing out a 6 Very Important
Soldier in front of other Soldiers THEN you
pull that Team Leader aside and tell him that 5 Moderately Important
behavior is inappropriate BECAUSE it will 4 Important
not solve the Soldier problem AND it
demoralizes Soldiers AND it will cause them
to lose trust in their leaders. 2 Very Unimportant

1_ Totally Irrelevant

20


